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The person selected to lead a DOE Alternate Use program must have (1) thorough
knowledge of the facility; (2) superior communications skifls; (3) Jegal background |
to create arguments and documents without the benefit of models, templares,’
precedent, etc.; (4) the ability to think “out of the box"; and (5) environmental
sensitivity. S

Local DOE representatives must be familiar with specific administrative requirements
{that each community implementation organization will need 1o establish. For instance,
it may be useful for DOE to fund and select M&O representatives to assist the '
community with these requirements, but the DOE Ares Office should be in charge of
community relations and interfacing with local officials — not the M&O, |

In like manner, the M&O should not be in charge of implementing an Alternare Use
program, even if DOE encourages it 1o participate in the effort. In 2 Worst case
scenario, DOE and an independent corporation that can hold title can effectively
implement an Alternative Use program without the support of the M&O. :

Overall, DOE must drive the process because large M&0O companies do not have the
requisite commitment to site conversion and sustainable economic development.
These companies are primarily concerned with a return on iovestment for the near-
tenm, whereas conversion is 2 long-term proposition. A major lesson learned is that
DOE is ablc to respond faster than the M&O and the community.



Clearly defined parameters must be drawn regarding what the DOE Ares Office
manzgement wants to do and is willing to do. DQE local representatives responsible
for alternate use and communication with the community must understand contractual
and legal authorities related 10 altemate use. : R

The ability of a DOE Tepresentative to discuss what ean and cannot be goccomplished

- will help the community understand the'boundaries within which an effective -
alternative usc program can be developed. In general, do not tell the community what
to do — but establish appropriate procedures to tell them what DOE ig willing 1o do
and encourage the CRO to address those issues. T

- Unificd local political leadership is patticularly crucial in order 1o aveid turf wars _
between city, county, state or other competing interests. It may be advisable in some
circumstances for DOE officials to ask the [oca] representative in Congress to assist in
, idemtifying appropriate community and business leaders, In any event, strategic plans
for the site should be developed within a partnership berween the DOE and local ;
community leadership, - : - i

- CROs must he formed to meet DOE’s policy requirement to establish mechanisms for-
stakeholder involvement in land and facility reuse and futurc-use decisions, Any '
‘successful Alternate Use program must be developed jointly by the DOE and the local L
Commurity -- a process which requires exténsive outreach to the community and
- respected local Jeadership. S ' -

Fair and frequent apportunity to be heard is crucial, Accordingly, DOE proceedings -
should be as transparent as possible, including consistent scheduling of apen public -
meeﬁng:fmdlloedintermm-kuping_Mmindthathemmymmeﬁmahea
corflict between the concept of open participation/stakeholder involvernent and the
need 10 reach downsizing/closure agreements which typically are not accomplished in
an open forum. R ' . : .

" The CRO organizational structure should inciude a chair who isa highly i'a_spected o
. member of the business community and represeots the broader community, as opposed
to someone focused on focal or self-serving interests, - : :

The CRO chair must have high standards of accountability, as well as'a reputation for

fxirnegs, With the active involvemient of the DOE Area Manager, the CRO chair must
be willing to do the work and spend the time necessary 1o develop the process. In ' -
addition, on-site presence by the CRO has been shown to be effective in helping direct
the effort and interface with political leadership. o



' DOE should be very proactive and vocal iin communicating efforts made 1o mitigate
* the impact of closure of DOE facilities. DOE has not taken a “leave and close the
door” approach to the task_ and a positive communications package should be
dcvelopad.wlﬂbh.pomys the efforts made — and resuls achieved -~ in finding
alternative uses . _ . '

- It is advisabie to develop a creative advemsmg campaign to communicate a facility's K
poteutial capabiliﬁeq to outside commercial markets, This may demand patience,
because of the time required to foster potential business relationships.

- Based on the above lessons leamned, next steps should inchude;

gathering, reviewing, and understanding all enabliig legislation, DOE poficy
statements, and other federal, state and local requirements governing alternative use; -

developing and receiving delegation of authority for the administration of grants and
cooperative agrecments; ' o o -
developing program management toolé, including procedures on resource managemient

and asset transfer. ‘In general, contract and finance people will be needed to review
- cooperative agreemems and grants with respect to requirements and legal issues;

" establishment of an economic development effort which includes the following types of
individuals and considerations: (1) local DOE involvement and commitmezit; (2) CRO
representation which is diversified, bue unified; (3) M&O employee, skills,
technologies representation; (4) facility and equipment knowledge; (5) |

' location/demographics; and (6) vision -- agreement and goals; '



* sorting out roles and responsibilities early in the process. Factors ta consider include-
- {1) looking for risk~taking individuals; (2) determining the appropriate role of the
.- M&Q; (2) generating support from the Area Office; (4) recruiting leadership that is
-recognized and respected by the community; and (5) establishing proper union roles;

completion of & cost/benefit analysis which evaluates various options regarding how
the facilities will be transitioned from DOE to private sector use. This may help
~ identify the problems arcas and reach solutions. For example, property transfer is
often the DOE’s biggest problem between economic development and the o
bureaucracy. Due to federal Property management requirements, the DOE may be
forced into an extensive and time COnSUMmMg process to survey and ‘monitor areas thar
are very extensive and high-cost relative to the benefit/reducticn in potential liabrility. .
Under some circumstances, DOE would be better off letting the CRO have a fire sale,
Be that as it may, a revenue scheme needs to be fortnulated to allow creation of a win-

win circumstance for all concerned;

.dovelopment of procedures for cleaning up equipment and facility arcas identified for
altermative use by: (1) walking through the area and noting questions regarding * =
potential contamination or unknowns thar may present health and safety hazards; (2) -
cleaning up the area and disposing of property; (3) conducting sampling to confirm the -

" presence of absence of radioactivity or hazardous contamination, and certifying thar it
canforms to accepted standards; and (5) easuring that DOE issues a Final Acceptance
Document; ' o . . L

clearly defining appropriate roles for the M&O in working with the community
organization and developing a procedure to allow the M&O contractor to use excess
assets and gddress the faimess-of-opportunity questions arising from business interests
in the contract competition process; ' - L o

understanding and documenting the impact/benefit of the “no alternative use” optioﬁ, ,

as wel} as the 'vu.rioua_ a.l'tema_te use bptio_ns;

documenting the resson for each major dec.,i_sidn, based on cost, savings, or some other’
benefit to the DOE: C : T _ ‘ o

esta.blishing a icreening committee to review technology commercialization proposals
.and secking more productive use of government funds; and -

seeking the additional advice and counsel whi:l:h,may be necessary because the “devil is’
in the details” when developing and impleémenting changes and processes as complex
‘as an alternate use plan. ) _ ' _ :



